
ETHICS IN THE MIDDLE

Presenter
Presentation Notes
Ethics is also not just being able to choose between right and wrong – usually it is a choice between various goods, or bads.  The grey areas.  The choices in the middle.  Mid-grade officers are in the middle too.  Between junior and senior.  Between enlisted and command.  Between operational and policy-making.  
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Aren’t all leaders ethical?
 Remember

Politicians, e.g., Bill Clinton and Richard Nixon
Executives, e.g., Ken Lay and Dennis Kozlowski
Military officers, e.g.,  Ollie North and NPS students

 Presumptions
Mid-grade officers are rarely moral bankrupts
Slippery slopes and unintended / unforeseen consequences 
lead to groundings and collisions
Hard moral choices are between 2 goods or 2 evils

Presenter
Presentation Notes
"The real problem is in the hearts and minds of men. It is not a problem ofphysics but of ethics. It is easier to denature plutonium than to denaturethe evil from the spirit of man."-Albert EinsteinKoslowski – Tyco Chairman (stepped down) shoddy records, inadequate policies, accounting tricks inflated earnings by 400 million dollars – accused of stealing.
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Overview
 Scanning the Horizon – 7 Constellations

1. Honesty/integrity
2. Just war
3. Use and abuse of power
4. Responsibility for money and things
5. Administration of justice
6. Instrument of social change
7. Leadership

 Viewing Platforms: 3 Approaches to Ethics
A Caveat
Preventative Medicine

Presenter
Presentation Notes
The range of issues is much broader than we often think.  It is not just honesty.  In fact, scanning the horizon we can identify at least Seven different constellations of issues you might run into in the military…But there are also several different points of view from which to observe those issues.Today we will look at 7 constellations, and 3 viewing platforms.Then we will conclude with a Caveat, and some Preventative Medicine.
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1) Honesty and Integrity 
Honesty: Survey
Loyalty

Midshipman: Will you “rat” out a classmate?
Unit/group

With whom are you completely honest?
Self? Are you the same person 24x7?
Others?

Presenter
Presentation Notes
A survey of 424 NPS Students last year:  70% reported witnessing Lying56% reported witnessing gundecking or forging of official logs, documents, quals.  	Honesty is telling the appropriate truth	Not omitting appropriate truth	Integrity is all the time, consistentlyWho do you protect?  Who do you report?DH/XO/COYour Department/Unit vs. next echelonOffice/Command/Community vs. NavyUSN vs. other services/DOD/CongressGovernment vs. future employerWhose benefit do you seek most – local, regional, Institution?Value to the military, or value to your future employment?When are you truly completely honest?  Have you seen examples of dishonesty?
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2) Just War
 Not should we fight, but how to fight
 Principles (for the warfighters!)

Reasonable chance of success
“I have not yet begun to fight” 

OR
“Live to fight another day”

Non-combatant immunity (Discrimination)
– Missile emplacement in school or hospital
– Human shields
– John Paul Jones: a terrorist?

Proportionality

Presenter
Presentation Notes
Missile emplacement in schools and hospitals make tough choices for us – how much collateral damage is acceptable?J.P. Jones – marauding terrorist on England’s coast – burned town, took sterling (later returned)What have you seen?
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3) Use and Abuse of Power
 Privilege of position

Arnheiter affair
 Taking responsibility

“Own” your mistakes
Do you intervene when you observe a wrong?

– By subordinates
– By seniors?

 “Bending” the rules
Gun decking logs and PQS
Fraternization with subordinates

Presenter
Presentation Notes
During the recent Iraq War, VADM Timothy Keating, the senior US Naval officer in the Persian Gulf walked into his war room in Bahrain and was greeted by his senior staff in loud, jocular unison: “Good morning, beloved fleet commander.”  “Opening Scenes: Soldiers Fight Their Fear With Arms, Humor,” Wall Street Journal Online, 21 Mar 03.  I was not there and I do not know VADM Keating or his staff.  But let us assume the best.  Let us assume that this truly was a completely jocular remark on the part of the entire staff.  If that is totally true, and that it is a rather doubtful assumption, the chorus nevertheless points to the respect and admiration that flag officers receive constantly.  Double impact: the adulation inevitably isolates, distances the flag from non-flags; if we hear something often enough, we almost always begin to believe it.Arnheiter Affair – Much like the Caine Mutiny – LCDR took advantage of command to benefit selfUsing position to accomplish personal privilege.SlideSurvey:  71% report seeing FraternizationWhat have you seen?
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4) Responsibility for Money and 
Things
Responsible for equipment and people

Osprey
Iowa

DUTY
Primary virtue for military personnel.  Duty to 
Constitution overrides other duties.  Military 
subordinate to civilian authority yet Navy has 
institutional history of deceit.

Presenter
Presentation Notes
As servicemembers we are entrusted with massive amounts of money and expensive equipment.  Being responsible for the careful and not-wasteful care of those resources is a primary area of moral judgement for military officers.  Even our own time – paid for – is a resource we are responsible for.  Most of the time the military gets their money’s worth, but when does “I deserve this break” go beyond compensation and into poor stewardship?  49% of respondents in the survey reported seeing servicemembers drunk on duty.  Both lives, and equipment. Investigation of Iowa 16” gun explosionsMovie that tells story of Iowa gun explosion investigation.  Blamed on homosexual activity, gun turret capt. Under instense pressure to corroborate the story.Research:  We are always involved in research, involving again large amounts of money, and lives.  Osprey programDuty to Constitution, yet Navy particularly has a reputation of lying to Congress.  A-12 debacle.  What have you seen? 
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5) Administration of Justice
 We  investigate

Investigation implies guilt
Who should investigate?

 We administer NJP
What is equal treatment?
Justice versus Mercy

 We evaluate
Subordinate with moral failure -- FITREPs
Actions to block career not match words of praise -- Evals 
Favoritism -- sea daddies

Presenter
Presentation Notes
We investigate.  56% of NPS Students report seeing gundecking.  78% report witnessing infidelity.  When do you report if investigation implies guilt?  NJP – Married with six kids might not get half months pay for three months, while single sailor does for same crime – fair?  
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6) Instrument of Social Change
 Integration of racial minorities

How complete? Look at this group
Persistence of racism

 Integration of women
Stonewalling, continued prejudice, power of language
Private opinion contrary to public policy
Impact of pregnancy rates on operational readiness

 Gays: Don’t ask, don’t tell

Presenter
Presentation Notes
Power of language “girls”Private opinion expressed in uniform?
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7) Leadership
 Personal success at what price?

Careerism
– Spin: best face for whom?
– Ticket punching
– Desired answer or real answer

Distributed responsibility (Kobar towers; policy formulation)
 Mission accomplishment vs. people

Operational, personnel and training tempo
Little Round Top

 Training/fiscal realities vs. Environmental issues

Presenter
Presentation Notes
Kobar Towers bombing, Saudi Arabia, everyone tried to blame everyone else.  Commander said he needed more money for security.  Told them they had to drop something else, etc.  
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Viewing Platforms
Law establishes ethical minimum not moral 

excellence
Making moral choices

–Is this allowed?
–What will happen if we do this?
–Would a person I respect do this?

Presenter
Presentation Notes
Ethics is not just obeying the law.  And it is not limited to just the arena of honesty.  When you scan the horizon you can see at least seven constellations of ethical issues the military leader faces.  How do you make a choice?  What questions do you ask yourself when trying to make a difficult decision?  When you know you need to do the right thing?  [List on board in columns for Rules, Results, and Persons.  Add titles to columns when sharing ends]Is it allowed   What will happen    a person I respectThese three questions sum up what most people ask, can also identify most ethical theories, and can be a simple guide to making ethical decisions.  These are your viewing platforms for gazing at the constellations of moral issues.  Your observation point (point of view) has a great impact on how you make a decision.
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Rule based – “Is it allowed?”
Basis

A rule says the action is inherently right/wrong
Legal authority
Sacred traditions
Culture

Ethical Theories
Laws/Directives/Orders
Duty (Deontological)
Divine Command
Mores/Common Morality

Presenter
Presentation Notes
Rule based.  “Is it allowed?” Some source tells us the thing is inherently right, or wrong.  Rules, Higher authority, Sacred tradition, Cultural norms, Natural law. The line between right and wrong can be judged by legal definition and interpretation.Theories Include: Obedience to Laws, Directives and orders, Divine Command, Common morality, Deontological – Kantian Obligation (Duties are identified), John RawlsSave for later:LimitationsWhat if you don’t have a rule?  What if the rule is unclear, or difficult to apply?  What if the rule is wrong?
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Result based – “What will 
happen?”

Basis
Will it produce a desired result?
Identify/predict goals, results and benefits
Teleological: end justifies the means

Ethical Theories
Consequentialism – balancing good and bad outcomes
Utilitarian – maximize benefit for greatest number
Egoism – do whatever is best for me and only me
Pragmatism – what works must be right

Presenter
Presentation Notes
Result based.  “What will happen?” If we do this thing, what will be the result?  Will it achieve a good purpose?  We should do the things that benefit.  What are my goals?  What will happen if I don’t do this?  Collateral damage question. Called Teleological – considers the “end” sought. Considers the end result.Theories include – Consequentialist – Looks for a balance of good and bad outcomes.  Utilitarian – Utility to maximize the benefit for the most people (or most deserving…).  Pragmatism – Face reality and do what needs to be done.  Egoist – do what most benefits me.  Situation Ethics – How individual situations relate to the principle of love.  Save for later:Limitations:These theories are related to goals and recipients. Whose benefit?  Is there a limit to how much loss is acceptable, other than 50/50?  When it conflicts with the rules.  When it conflicts with who I am.
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Person based – “… a person I 
respect…”

Basis
How treated, what they would say, their example
Rights: Individual or Group
Relationships
Character

Ethical Theories
Liberal Individualism – maximize individual rights
Communitarianism – priority of community
Ethics of Care – commitment to relationships
Virtue – habits of choosing right; build moral character

Presenter
Presentation Notes
Person based.  …a person I respect…”  What would a person I respect do in this situation?  Would a person I respect approve of me taking this action?  Would I want I person I care about treated this way?  There are things I deserve – how I am treated, the things I am entitled to, etc.Ethical theories that are person related include:  Rights, of Persons – Liberal Individualism, or of Communities – Communitarianism.  Relationships – Ethics of Care.  Character – Virtue--The art of choosing well between excessive and deficient responses.  The ability to choose the best option because of an ingrained habit of doing the right thing.  Save for later:Limitations:Whose character?  Moral exemplars – Cross-cultural – Nobel Peace Prize winnersLevel of Moral Reasoning.  Laurence Kohlberg identified 6 developmental levels of Moral Reasoning.  Two important findings.  People can be helped to grow into the next level.  But they don’t tend to understand concepts more than one level away from their current level.  If the moral exemplar is reasoning at a level too far above the learner they will have limited effect.  
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Rules based
Legal
Religious 
Cultural

Result based
Goals

Possible results

Person based
Respect rights?
Respect relationships?
Virtuous?

prohibited
conditional

authorized
required

noble

destroy
hamper

no effect
advance

achieve

no
not very

somewhat
yes

greatly

Presenter
Presentation Notes
The results of a discussion of all the relevant considerations allow you to identify how a proposal or plan might affect those important issues.  The extent to which they are helpful can be a guide to a decision in a gray area.  In your groups, list the rule concerns, result concerns, and person concerns regarding your case study.  Bottom line:  In making difficult ethical decisions, always consider rules, results, and persons.  
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A Caveat – Moral Risk Factors
Urgent personal goal
Critical juncture
Unexpected and unwanted event
Negative role model
Possible way out
Stress
Time constraints

Presenter
Presentation Notes
Why would a good officer not consider these issues in trying to make a morally appropriate choice?  Well, there are risk factors.  A risk factor screening is good idea.  I want to climb this mountain to prove myself.We must make this ridge before the weather closes in.Injured climber dropped off by team ahead.Other guy handed him off to us, why don’t we to the next team when they appear.Team members pushingWon’t get a second chance – have to go home.  
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Preventative Medicine
Establish accountability
Making time for moral health

Spirituality
Reflection
Family

Presenter
Presentation Notes
Making time for moral health requires one to nurture their spirituality, engage in personal reflection and spend time with the family.  Those sound obvious.  The truth is that they are obvious.  Yet our Naval lifestyle seems to minimize all three.  Between long hours in the office, deployments and travel trying to mesh your schedule with that of your equally busy family is a major task.  When at home, do you schedule a weekly date with your spouse? With any children still at home?  When was the last time that you read a book or article that cause you to stop and to reflect on some aspect of your work?  
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Where we’ve focused
 Scanning 7 Constellations of ethical issues

Honesty Money and things
Just war Administration of justice
Power Social change
Taking leadership

 3 Viewing Platforms for Ethical Decision Making
Rules
Results
Persons – Rights, Relationships, Character

 Risk Factors and Preventative Medicine

Presenter
Presentation Notes
The range of issues is much broader than we often think.  It is not just honesty.  In fact, scanning the horizon we can identify at least Seven different constellations of issues you might run into in the military…But there are also several different points of view from which to observe those issues.Today we will look at 7 constellations, and 3 viewing platforms.Then we will conclude with a Caveat, and some Preventative Medicine.
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Ethics Instructors
 G. M. Clifford, CAPT, CHC, 

USN
127 Herrmann Hall
656-2241
Gmclifford@nps.navy.mil

 M. W. Smith, CDR, CHC, 
USN
126 Herrmann Hall
656-2241
Mwsmit1@nps.navy.mil

 NS4903 Tough Choices 
– Ethics in the Middle
offered Fall and Spring

 NS4904  Ethics Across 
Cultures -- Comparative 
Ethics and Religions
offered Winter and 
Summer

mailto:Gmclifford@nps.navy.mil�
mailto:Mwsmit1@nps.navy.mil�


Case studies
Two most critical issues in your case: 
honesty, use of power, war, caring for 

what is entrusted, rights, justice, 
leadership, etc. 

Presenter
Presentation Notes
We will not have enough time to thoroughly cover these, but take apart the issues as much as you can..[After 8 minutes add subtitle and announce a stop to the case study, and just identify the two (or three) most critical issues in the case.]
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